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Twentieth Semiannual Report

Introduction

This is the Twentieth Semiannual Report of Special Counsel
to the Board of Supervisors, the Sheriff, and the public concerningthe
LLos Angeles County Sheriff’s Department (ILASD), the largest sheriff’s
department in the United States. Our ongoing monitoring provides an
outside, independent, and, we hope, objective perspective on the LASD.
Essential to our functioningis the unrestricted access we have to the
Department and our attorney -client relationship with the County.

Itis our hope that our reports increase public knowledge about law
enforcement and the challenges it faces. The inner workings of law
enforcement are, to many, my sterious and opaque. Many see the police
only as Hollywood presents it, or else as itis shown in crisis mode on 'T'V
news. Thesereports attempt to make the LASD more familiar and trans-
parent. In so doing, our reports try to convey a more rounded and less
stereoty pic picture of whatitis like inside law enforcement. The police
are neither the unalloy edsterlingheroes nor the brutal corrupt villains
portray edin the movies and media. The LASD faces difficult challenges
and our reports point out problems and areas for improvement.

We have experienced the displeasure our reports can generate,
whether from LASD executives, the deputies’ union, or individual
members of the Board of Supervisors. On the other hand, we have experi-
enced deep satisfaction that our recommendations, when implemented,
have led to forward progress and sy stemic change. Our critics sometimes

suggest that we seek out problems to investigate simply to justify our



continuing monitoringrole. Thatis not so. We do not have to go digging
for issues. We answer our critics with the observation that all police and
sheriff’s departments are havingdifficulty adjustingto the mandates of
police reformin the post-Rodney Kingera, and ongoing monitoringwith
its independent perspective is essential to the success of that transition.

Some say we have an agenda. Itis that the LASDremain the gold
standard for the rest of law enforcement. Itis one of a small handful of
agencies thatis actively workingto address the risk of serious police
misconduct. The LASD’s respectful response to the Kolts recommenda-
tions, and its willingness to consider in good faith what we say, despite its
occasional chagrin about how we have said it, demonstrate the maturity
and seriousness of the Department’s leadership. The LASDis a far cry
fromthe institution we investigated for the Kolts Report. Public
monitoring and appraisal of alaw enforcement agency is a new field, and
at times we have had to feel our way along. We hope that we, too, are
maturingin our role and bringing more seasoned judgment and nuance to
our observations and criticisms.

T'his report has four chapters. Chapter One looks at recruitment,
hiring, and retention. We first provide an update on the Department’s
efforts to diversify its ranks. T'he policing profession in the United States
has undergone dramatic demographic change in the last 15 y ears, and the
LASD’s progress in diversifyingits sworn personnel has generally
followed the national pattern. As of March 2005, the Department’s sworn
personnel was 53.9 percent Caucasian, 30.4 percent Latino, 10.4 percent
African-American, 4.1 percent Asian, and 1.0 percent Filipino. Women,
however, continue to be underrepresented, comprisingjust 15.4 percent
of the LASD force, a figure thatis below the national average.

Recruiting women and minorities is just part of the Department’s

current hiringchallenge. Like law enforcement agencies throughout



Southern California and the nation, the LASDis havinga difficult time
attractingsufficient numbers of qualified recruits to meet growing demand.
T'he LASD, in particular, is confrontingacrisis due to unprecedented
rates of attrition, somewhat higher than normal retirements, and increased
competition for recruits from other local police agencies offering
immediate patrol assignments, higher pay, and what some see as superior
retirement benefits. In March 2002, the Department had a shade under
9,000 sworn officers. Today, on the heels of a three-y ear hiringfreeze,
the number of sworn officers is just over 8,000. As the Department works
torebuildits numbers, it confronts these significant challenges. Indeed,
there is apervasive view amongthe Department’s recruiters that the
[LASDis not attractingenough highly qualified applicants and is seeing
greater numbers of applicants previously rejected by other law enforce-
ment agencies. Although the Department denies havinglowered its
standards in any formal way, it may be doingso de facto by hiringindivid-
uals today thatit had the luxury torejectafew y ears past.

Chapter T'wo discusses the LASD’s efforts to weed out criminal
misconduct by its own employ ees. One has to look no further than the
LAPD’s Rampart scandal to know that police officers can and do commit
crimes. As the City of LLos Angeles and LAPD learned in the wake of that
scandal, the consequences can be staggering, including substantial civil
liability, shattered trust and confidence in law enforcement, and, for the
LLAPD, a consent decree putting the department under the oversight of a
federal judge and monitor. Taking affirmative steps to detect and prove
criminal misconduct within its own ranks is a vital function of law
enforcement.

We examine in Chapter T'wo how well the LASD - through its Internal
Criminal I nvestigations Bureau (ICIB) —is performing that function.

Although the quality of the small number of investigations conducted is



generally good, we conclude that the Department’s proactive measures to
uncover criminal misconduct are insufficient. Generally, the Department
focuses its attention and resources on administrative investigations and
discipline in lieu of criminal sanctions. One reason for this is the seeming
futility of criminal investigations: the District Attorney declines to
prosecute all buta handful of cases submitted by the LASD. While the
[LASD’s underutilization of criminal investigations may be both logical
and pragmatic, it ultimately does a disservice to both the LASD and the
public interest.

ICIB needs to become much less passive and reactive in order for the
Department to head off or reduce the risk of a Rampart-like scandal.
Chapter T'wo compares the way s in which the LASD and the LLos Angeles
Police Department go about ferretingout criminal activity in their ranks.
The federal consent decree under which the LAPD operates plainly
requires it to regularly test the integrity of its officers through both
targeted and random sting operations designed to catch officers engaged in
misconduct. There is no consent decree mandating the same for the
LLASD, and the ILASD does not conduct targeted stingoperations with the
frequency of LAPD. We conclude that the LASD should conduct
frequent and rigorous targeted integrity testing,

Chapter Three discusses conflict resolution, or mediation. Beginning
in the 1990s, law enforcement agencies began experimenting with
mediation and conciliation to resolve relatively minor citizen’s
complaints of discourtesy or rudeness. In mediation, anneutral third party
facilitates dialogue between parties to reach a mutually satisfactory reso-
lution of the dispute. The Kolts Report recommended mediation for
minor citizen’s complaints, and the LASD adopted guidelines and a model
for usingthis tool for complaint resolution. Mediation offers an opportu-

nity for dialogue between citizens and police in a non-adversarial setting



that can leave both parties more satisfied with the complaint process and
lead to a greater understandingof each others’ perspective. T hough we
found broad support for mediation in theory, a different story emerged
when we looked at the frequency with which itis used. Since 2002, the
LLASD has documented its use of conflict resolution in only 44 of more
than 7,000 total personnel complaints filed during that time. Further, the
Department does not use neutral, third-party mediators. As a conse-
quence, complainants we contacted felt they had not been given a fair
shake. We recommend expanded use of mediation, includingthe use of
neutral third parties, not LASD officials, to conduct mediations.

Chapter Four examines the [LASD shootingin a Compton residential
neighborhood on May 9, 2005, where deputies fired 120 rounds in rapid
succession at the driver of an SUV followinga pursuit, endangeringthe
lives of residents in nearby dwellings andinjuringthe driver and a
sheriff’s deputy caughtin the crossfire. The Compton shootingitself was
afrighteningevent, nearly atragic one. For the LASD, italso was an
embarrassing, if not humiliating, incident, raisingserious questions about
LASD policy, training, competence, and preparedness.

T'en deputies gathered near the SUV and began shooting without any
apparent plan, without any apparent supervision, and without appropriate
concern for background, crossfire, and the danger to themselves and the
residents in the neighborhood, as the Office of Independent Review (OI R)
foundin arecentreport. Several of the deputies disobey ed orders to
disperse at the conclusion of the pursuit, to go into surveillance mode, and
to set up or reinforce a perimeter or containment, as Ol R also found. We
agree with the LASD and OIR that the performance of nearly all the
officers and one of the supervisors was substandard and, in some cases,
substantially below standard. In Chapter Four, we address how best to

ensure that this incidentis never repeated.



Although the incident itself may not have brought out the bestin the
LASD, the LASD very ably managed the aftermath. Sheriff Baca wisely
did not engage in a Dary1 Gates-like stonewall. Precedents were broken,
and, for whatever reason, the principal deputies’ union was unable or
unwillingto play an obstructive role. What remains to be seen is whether
the Department has taken or will soon take adequate steps to eliminate or
substantially reduce the risk of arecurrence.

Finally, as is our usual practice, we have included at the end of this
report tables containingthe most recent data on shootings and uses of force
by members of the LASD. The numbers of shootings at suspects has risen
steadily over the past several y ears, from 33 hit and non-hit shootings in
2000 to 57 such shootings in 2004 and 31 in the first half of 2005. See
T'ables A and B, at the end of this report. In 2004, 27 suspects were killed
and 12 wounded in LASD shootings; between January 1 and June 30, 2005,
five suspects were killed and 14 wounded. Not unexpectedly given the
greater number of shootings, the number of suspects wounded or killed in
2004 and thus far in 2005 is up fromprior y ears. See T'able C. No partic-
ular station stands out as having an inordinately high number of shootings.
See T'ables Cand D. Force incidents have not followed this trend, but have
remained relatively stable over the past several years. See Tables E and F.
The causes of these trends are no doubt many and complex. The LASD,
with help fromus and OI R, has substantially improved its ability to
analy ze officer involved shootings. We urge redoubled efforts to scruti-

nize shootings and analy ze these trends.



Recruitment, Hiring, and Retention 1

Introduction

Once nearly the exclusive preserve of white men, the policing profes-
sion in the United States has undergone dramatic demographic change in
the last 15 y ears. Across the country, African Americans, Asians, and
Latinos make up a growingpercentage of law enforcement personnel. Yet
one group stubbornly continues to be vastly underrepresented — women.
The LASD’s progress in diversifyingits sworn personnel across racial and
ethnic lines has followed the national pattern, although it continues to
have a smaller percentage of women than the national average.

Recruitingwomen and minorities, however, is only part of the
recruitingand hiringchallenge the Department currently faces. The
LLASDis confrontinga crisis due to unprecedented attrition, increased
demand for law enforcement personnel throughout Southern California,
and somewhat higher than normal retirements. In March 2002, the
Department had a shade under 9,000 sworn officers. As the resultofa
three-y ear hiringfreeze, the number of sworn officers today barely tops
8,000, and the flow of officers leaving the LASD for perceived greener
pastures has not been stanched.

The Department confronts significant challenges as it works to rebuild
its numbers. It faces stiff competition for recruits from other local police
agencies offering higher pay and what some see as superior retirement
benefits. Those same agencies are actively courting LASD deputies with
signing bonuses, new equipment, and promises that they will not have to

work in ajail. The tight labor market and the effects of the hiringfreeze,



coupled with deputies’ protracted contract negotiations, have robbed the
Department of the freedom to be as selective in its hiring practices as it has
been in the past. Indeed, these problems have caused more than one Depart-
ment official to worry about whether a future “Rafael Perez” might be making
his way through the Department’s current hiring process.

Despite the best efforts of Personnel Administration Captain Bruce
Pollack, his staff, and the dedicated members of the Pre-employ ment Unit,
there is aconsistent view among the Department’s background investigators
and recruiters that the LASD1is not attractingenough highly qualified appli-
cants and is seeing greater numbers of applicants who have been previously
rejected by other law enforcement agencies. Although the Department denies
havinglowered its standards in any formal way, it may be doingso de facto by

hiringsome individuals today that it had the luxury toreject afew y ears past.

[. LASD Demographics

At the time of the Kolts Report in 1992, the LASD was comprised of 12.5
percent women and was predominantly Caucasian (72.3 percent). African-
Americans comprised 8.9 percent of sworn personnel; Latinos, 16.2 percent;
Asians, 2 percent; and Filipinos, 0.5 percent. As of March 1, 2005, the LASD
had 8,155 sworn members, notincludingdeputy sheriff trainees. Of these,
15.4 percentare women; 53.9 percent are Caucasian; 30.4 percent Latino;
10.4 percent African-American; 4.1 percent Asian; and 1.0 percent Filipino.
See Tables 1.1 and 1.2.

In 1992, the Department was in the midst of a hiringfreeze that lasted
until July 1994. From 1994 through the beginning of 2002, the Department
grew to 8,921 sworn members, targeting recruiting efforts to attract more
women and minorities. By 2002, 15 percent of the Department’s sworn
members were women; 57 percent were Caucasian; 28 percent Latino;

10 percent African-American; 4 percent Asian; and 1 percent Filipino.



Table 1.1 LASD Demographics, 1992 to 2005

35.0%
30.0%
25.0%
20.0%
15.0%
10.0%

5.0%

0.0% - —

Female African- Latino Asian Filipino
American

Source: LASD Personnel Administration

Table 1.2 LASD Demographics, 2005

Male Female Total

Total Total Total
Personnel Percentage Personnel  Percentage Personnel  Percentage

Caucasian 3865 47.4% 528 6.5% 4393 53.9%
Latino 2019 24.8% 460 5.6% 2479 30.4%
African-American 619 7.6% 228 2.8% 847 10.4%
Asian 303 3.7% 0.4% 335 4.1%
Filipino 75 0.9% 0.1% 84 1.0%
American Indian 13 0.2% 0.0% 14 0.2%
Other 3 0.0% 0.0% 3 0.0%
Total 6897  84.6% 15.4% 8155

Source: LASD Personnel Administration, March 1, 2005.




In 2001, the Department once again stopped hiring, and by 2003, its
numbers of sworn officers began to drop by 300 to 400 per year. By March
2005, the number of sworn officers had fallen to 8,155.

On June 30, 2004, the LASD ended its hiringfreeze and instructed its
Personnel Department to begin hiring, with authority to hire as many as
675 recruits in fiscal y ear 2004-05 and 1,000 in 2005-06. Ultimately, the
Department would like to buildits numbers back to where it was before
the latest hiring freeze, and at that point discuss the feasibility of further
expansion. [tis against this backdrop that we looked at the Department’s

current efforts to recruit and hire new deputies.

-. Newly-Hired Recruits

Between July 1, 2004 and June 30, 2005, the Department hired 516
deputy sheriff trainees for seven Academy classes (Class Numbers 337 —
343). In the five classes that have completed Academy training, 298 new
deputies have graduated. T'he Department wants to fill nine Academy
classes with 108 recruits each duringfiscal y ear 2005-06. Because of the
hiringchallenges discussed below, meeting this goal will be a test for the
newly re-staffed Pre-employ ment Unit.

As the Department struggles to hire new personnel, it has not lost sight
of its commitment to reach out to women and minorities. Its goal is to have
each Academy class comprised of 25 percent women, and for the
breakdown of ethnic minorities to mirror the demographic makeup of the
relevant labor market in LLos Angeles County, which is 28 percent
Caucasian, 47 percent Latino, 9 percent African-American, and 12 percent
Asian. In thelast year of hiring, it has met or exceeded these goals for all

populations except Asians.
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B. Gender Breakdown

T'he LASD has made surprisingly little progress since 1992 in changing
the percentage of women in its ranks, improvingonly from 12.5 percent to
15.4 percent. By comparison, as of October 2004, the L.os Angeles Police
Department’s 9,113 officers included 1,711 women, comprising 18.8 percent
of its force. The U.S. Department of Justice reports that in 2000, in police
departments servingcities of 1,000,000 or more people, 16.8 percent of all
sworn officers were women. Police Departments in L.arge Cities, 1990-2000),
Bureau of Justice Statistics Special Report, May 2002. Neither the LAPD
nor the police departments included in the Bureau of Justice Statistics
report have the large custody, correctional services, and court services
divisions of the LASD. Breakingthese functions out of the LASD’s statis-

tics, women comprise just 12.6 percent of the rest of the Department.'

Table 1.3 LASD by Division

Division Male Female

Total Percentage Total Percentage
Personnel of Division Personnel of Division

Executive Division 42 66.7% 21 33.3%
Administrative Services 60 77.9% 17 22.1%
Court Services 1050 79.5% 270 20.5%
Custody QOperations 1022 86.2% 164 13.8%
Correctional Services 529 69.8% 229 30.2%
Field Ops Region | 965 90.2% 105 9.8%
Field Ops Region |l 1279 89.0% 158 11.0%
Field Ops Region I 877 88.1% 119 11.9%
Detective 433 85.1% 76 14.9%
Leadership and Training* 311 75.9% 99 24.1%
Technical Services 78 86.7% 12 13.3%
Homeland Security 374 92.1% 32 7.9%

*Includes deputy sheriff trainees
Source: LASD Personnel Administration, March 1, 2005

1 There are numerous possible explanations for the lownumbers of women in LASD patrol assignments. Certainly,
the length oftime a newdeputy mustspend in a custody assignmentplaysa role. Seell.D., Stagnation in Custody
Assignments,below. Perhapseven the existence of mandatory custody assignments is a factor, driving women with
a strong desire to be patrol officers to other police agencies eager to hire them.
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Tabl

el.4

LAPD and LASD Females by Rank

LAPD

Rank

Total
Personnel

Percent
Female

Chief

1

0%

Assistant Chief 3

33.3%

Deputy Chief 8

0.0%

Commander 13

0.0%

Captain

69

13.0%

Lieutenant 238

12.6%

Sergeant 1161

15.5%

Detective 1566

25.3%

Police Officer 6054

18.1%

Total

9108

18.8%

Source: City of Los Angeles Personnel Department, October 2004

LASD

Rank

Total
Personnel

Percent
Female

Sheriff

1

0%

Undersheriff 1

0%

Assistant Sheriff 2

0%

Division Chief 11

9.1%

Commander 28

14.3%

Captain

62

14.5%

Lieutenant 302

17.9%

Sergeant 985

16.2%

Deputy

6763

15.2%

Total

8155

15.4%

Source: LASD Personnel Administration, March 2005

T'able 1.3 shows the breakdown
of the Department by division
and gender.

In promoting women to
leadership positions, the LASD
compares favorably to the LAPD.
While the LAPD has one woman
who has risen to Deputy Chief, the
[LASD has greater gender diversity
at the level of Commander and has
two notable women who have
achieved high ranks — Office of
Homeland Security Chief Sandra
Hutchens and Sheriff’s Executive
Assistant Roberta Abner. Atthe
rank of Captain and below, the two
departments are roughly equiva-
lent.? See’T'able 1.4. Current
hiringtrends show promise of
speedingup the pace of progress
for women on the Department.

In the seven Academy classes
hiredin 2004-05, there were 155
women (30 percent), exceeding

the Department’s hiring goals.?

See T'able 1.5.

2 The LASD hasno separate rank for detectives to compare to the LAPD’s 25.3percentwomen. However, the LASD's

Detective Division is comprised of 14.9 percentwomen.

3 While thisis a promising figure, the numbers of women who drop outofthe Academy may negate these hiring gains.

See |.C., Academy Attrition, below.
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Table 1.5 LASD Recruits Hired, 2004-2005 (by Gender)

Percent
Class Female Total Female

337 8 37 21.6%
338 29 74 39.2%
339 29 78 37.2%
340 27 85 31.8%
341 25 90 27.8%
342 10 47 21.3%
343 27 25.7%
Total 30.0%

Source: LASD Training Bureau

C. Racialand Ethnic Breakdowns

T'he percentage of Asians in the [LASD, 4.1 percent, has doubled since
1992 but continues to lagbehind the percentage of Asians in the Los
Angeles County labor pool. The percentage of African-Americans has
modestly improved to 10.4 percent, keeping pace with or exceedingthe
percentage of African-Americans in the labor pool. The Department’s
greatest success has been with Latinos, whose percentage of the LASD
has grown substantially, from 16.8 percent in 1992 to 30.4 percent in 2005.
See 'Tables 1.2 and 1.6. By comparison, the ethnic breakdown of the LAPD
is 43.3 percent Caucasian; 36.0 L.atino; 12.9 percent African-American;

5.7 percent Asian; and 1.7 percent Filipino. See Table 1.7.

Again, the LASD is makingprogress in its hiringtrends. In the seven
classes hired in 2004-05, there are 286 Latinos (55.4 percent), 59 African-
Americans (11.4 percent), 27 Asians (5.2 percent), and 13 Filipinos (2.5
percent). See T'able 1.8. All of these percentages are higher than the

percentage of each group currently on the Department.
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The LASD’s efforts to boost minority and female recruitment since the
resumption of hiringlast y ear signify positive movement toward the goal of
increasingthe representation of women and minorities on the LASD. We

encourage the Department to continue this trend in hiring

D. Academy Attrition
Training Bureau Captain Ted Siara and Lieutenant Steve McLean,
head of Recruit Training, have the considerable responsibility of
preparingnewly -hired recruits to be deputy sheriffs and identifying

those recruits who, for various reasons, are not qualified or ready to be

Table 1.6 LASD Demographics, Sworn Officers

0.2% American Indian
1465 Filipina
&.1% Asian

Source: LASD Personnel Administration, March 2005
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Table 1.7 LAPD Demographics, Sworn Officers

0.5% American bndi am
1.1% Filipino
5.5 Asian

WA Latine

12.8% African American

Source: City of Los Angeles Personnel Department, October 2004

deputies. Since the Department resumed hiringin 2004, roughly 18
percent of trainees have failed or dropped out of the Academy before gradu-
ation. See T'able 1.9. Arecruitcan be “separated” from his or her class for
failures in academics, physical training, weapons training, or vehicle opera-
tions. Some recruits leave because of injury or voluntarily, for personal
reasons. Some may be separated because they display some ty pe of bias or
intolerance to others in their class or demonstrate, in 18 weeks of scrutiny,
questionable ethics or moral judgment. A majority of those who are

separated or leave do so because they do not arrive prepared for the rigors of
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Table 1.8 LASD Recruits Hired, 2004-2005 (by Ethnicity)

African-
Class Latino Caucasian American Asian Filipino  Total

337 17 1 7 0 2 37
338 43 19 10 74
339 45 13 9 78
340 47 22 10 85
341 57 19 6 90
342 23 14 6 47
343 54 33 11
Total 286 131 59 13

0
4
1
2
1
3

Source: LASD Training Bureau

Academy training, Asaresult, they fail the physical tests, get injured, or
leave under the strain of not beingable to keep up with their classmates.

At 18 percent, the Department’s attrition rate is significantly above the
statewide average of 10 to 12 percent. What is most alarming, though, is the
rate at which women drop out of their Academy training. In the five
classes that have graduated since the resumption of hiringlast y ear, Class
Nos. 337-341, only 73 of the 118 women who began the Academy graduated
with their class. See T'able 1.9. That 38 percent attrition rate for women
compares to a rate of 8.5 percent attrition for men, with 225 of the 246 men
in these same classes graduating, So while nearly 33 percent of the
recruits enteringthe last five Academy classes have been women, just 24
percent of the graduates are female. T'he majority of women who drop out
do so because they do not keep up with the physical training,

We did not find any intentional efforts to discourage women or drive
them fromthe Academy. On the contrary, Captain Siaraand Lieutenant
McLean share our concerns about the high attrition rates, and they and

their staff are doingall they can to help recruits succeed. With the tight

16



job market and the Department’s need to hire and grow, the Academy has
ceased to be ade-selector. Rather than drive outrecruits who do not
initially meet Academy standards, trainers work hard to getrecruits
through the physical fitness and academic tests, providing personal
attention and customized phy sical training plans for those who need it.
In fact, a number of women who are separated fromtheir class begin
attendingregular trainingsessions with T'raining Bureau staff, with the
goal of later returningto the Academy better prepared to ultimately
graduate.

In other areas, the training staff has been successful in identifyingand
solvingattrition problems. For example, a higher number of women used
to fail the weapons trainingcomponent of the Academy, owingin part to
women’s generally smaller hands and relative lack of prior experience
with guns. By adding more range time and some specialized attention,
training staff reduced to zero the number of people dropped from the

Academy ’s last graduatingclass because of failed weapons training,

Table 1.9 LASD Academy Graduation and Attrition

Class Total Male Female

Recruits Graduates Attrition Recruits  Graduates Attrition Recruits  Graduates Attrition
337* 37 34 8.1% 29 28 3.4% 8 6 25.0%
338 74 57  23.0% 45 38 15.6% 29 19 34.5%
339 78 64 17.9% 49 47 4.1% 29 17 41.4%
340 85 71 16.5% 58 57 1.7% 27 14 48.1%
34 90 71 211% 65 56 13.8% 25 15 40.0%
342 47 Sept 05 NA 37 Sept 05 NA 10 Sept 05 NA
343 105 Oct 05 NA 78 Oct 05 NA 27 Oct 05 NA
Total 516 297  18.4% 361 226 8.1% 155 11 39.8%

*Class 337 consisted of recruits who had chosen to join the LASD Reserves with the hopes of later being hired as trainees once the
LASD had the authority to begin hiring and had completed the Academy training for Reserves.

Source: LASD Training Bureau
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Addressingthe disparities in physical training has proven more
difficult. The LASD’s physical testingstandards follow POS'T require-
ments, so its recruits are held to the same or similar standards as police
recruits statewide. There is alimit to the amount of physical fitness
trainingone can do in 18 weeks of Academy trainingwithout riskinginjury,
however. Before Academy classes begin, Training Bureau staff offers
twice-weekly physical fitness trainingsessions to all applicants who are
in the background investigations process. And once a month, the Academy
staff conducts a “You Can Do It” seminar in which current deputy sheriff
trainees discuss the Academy curriculumand physical demands, and
members of the training staff lecture on exercise and nutrition as well as
the academic requirements of the Academy. None of these preparatory
sessions can be mandatory for applicants, however, and repeated warnings
to show up for the Academy in good physical condition have had an appar-
ently limited effect.

The Academy staffis hopeful thatas the Departments’ recruitingand
outreach efforts continue, recruits will come to the Academy with a better
sense of what is expected of themand will be better prepared to handle it.
Such preparation, they believe, will drive down the female attrition rate,
at least back to its historical average of around 30 percent.* Thereis
some early evidence that this optimismis not unfounded. I'n two ongoing
Academy classes that began with a total of 37 female recruits, only six
(16.2 percent) have dropped out, though the second of these two classes is
likely to lose additional members before its October graduation date.

The pressingissue for the Department, then, is how to select women
(and men) for its Academy who are more likely to succeed. In the past,

applicants were required to pass a physical fitness test before they

The LASD is notalone in maintaining a disproportionately high attrition rate for women. Available data fromthe LAPD
Academy shows a 35 percentaftrition rate for women for the 10 classes thatgraduated in 2003-04.
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entered the backgrounds process. That requirement raised concerns that
the particular test created an unfair barrier for women seekingto join the
Department. Rather than re-work the test to address the bias issue, the
Department eliminated it as a hiringrequirement. The resultis that people
with very poor physical fitness can find their way into the Academy, but
are destined to fail. Ifall recruits entered the Academy with a basic level
of physical fitness, LLieutenant McL.ean is confident he and his staff could
substantially reduce the attrition rate and would graduate deputies in good
physical condition.

The Department has been workingwith POST and an independent
consultant to implement a pre-employ ment phy sical fitness test thatis
both relevant to the position of deputy sheriff and unbiased.” We support
those efforts and urge the Department to quickly adopt this change in its

hiringpractices.

IIl. Recruitment and Retention Challenges

o

Any problems the Department has experienced hiringfemale deputies
are part of a larger problem of attractingand keeping qualified recruits in
general. Nationwide, law enforcement agencies report difficulties filling
their ranks with qualified applicants for two common reasons. First, the
demand for law enforcement personnel is growingas agencies seek to
replace retiringbaby boomers. Second, for many young people, police
work apparently has become less desirable than private sector occupa-
tions. The LASDis no exception. In fact, the LASD’s problems

recruitingand retaining deputies are exacerbated by fierce competition

The testas currently conceived would involve running, jumping, push-ups and sit-ups, similar to a basic fitness test
given in high school P.E. classes.

See,e.g., LeSage, Jon, Recruiting Replacements, Police Magazine, June 17, 2005, reprinted at:
http://www.policeone.com/writers/columnists/PoliceMagazine/articles/114037/.
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for the dwindling number of qualified applicants. Almost all of the other
local law enforcement agencies are hiringnew officers as they work to
keep up with population growth and the correspondingincreased demand
for police services. Not only do those agencies compete with the LASD
for the same group of qualified applicants, they have discovered that LL.A.
County Sheriff’s deputies are an excellent pool for targeted lateral hiring,
The resultis that the LASDis strugglingto hire new recruits at the same
time it is losingsignificant numbers of youngdeputies to other agencies.
While recruits report that the Department still enjoy s an excellent
reputation as a top-notch agency with access to unparalleled variety in
job assignments, the pay and retirement benefits offered by competing
agencies are makingthe LASDincreasingly less attractive. Recruiters
report that youngpeople today are much more motivated by money and
educated about benefits and retirement packages than in past y ears, when
many recruits were drawn to the Sheriff’s badge and the Department’s
prestige and gave little thought to retirement savings and financial issues.
In addition, the high cost of housingin L.os Angeles County means that
many recruits and deputies are choosingto live outside of the county.
The opportunity to work closer to home is high on the list of reasons for
individuals choosingagencies other than the LASD. The Department

struggles with these realities, both in recruitingand retainingdeputies.

- Recruiting

The LASD has just recently builtits recruiting teamup to full force
following the 2001-2004 hiring freeze. The Recruitment Unit had
disbanded duringthat time and it took the Department months to assign and
train the sergeant, 11 deputies, and the one custody assistant who
currently staff the unit. The unitrecently obtained authority to bringon

more recruiters in the coming months.
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Between January 1 and May 31 of this year, LASD recruiters attended
167 events, ranging from job fairs to boat shows to church events to the
LongBeach Lesbian and Gay Pride festival. Attendingsuch events and
followingup with those who express interest in an LASD career is the
ty pical work of Department recruiters. In addition, the LASD engaged an
advertisingagency to develop its billboard, radio and other ad campaigns.
This is a departure from past practices when the Department coordinated
its own advertising. T"hough it is unfortunate it took the Department
nearly nine months fromthe end of its hiring freeze to roll outits adver-
tising campaign, the engagement of a professional agency is a positive step
forward. T'he Recruitment Unitis optimistic that this move, which cost
the Department almost nothing, will boostits applications.

We hope the optimism for the new ad campaign is not overblown.
Since resuminghiringefforts last y ear, the [LASD has fallen short of its
hiring goals. The Department had authority fromthe Board of Supervisors
to hire 675 deputies in fiscal y ear 2004-05, and hired 516 recruits.’
Accounting for actual and estimated Academy attrition rates, about 430 of
these recruits will graduate and become sworn deputies. With an
estimated Department-wide attrition of 450,* this level of hiring will not
keep up with Department losses. T'o be fair, for much of 2004, the
Recruitment Unit was still catchingup from the three-y ear hiringfreeze
and the Department’s hiring goals for that time were overly optimistic.

For fiscal y ear 2005-06, the Department hopes to hire enough recruits
to fill nine Academy classes with 108 recruits each. Though it is too soon

to reporton the effectiveness of the new LASD ad campaign, it seems to us

Class 337, which began on July 22,2004, had 37 LASD recruits; Class 338 had 74 recruits; Class 339 had 78 recruits;
Class 340had 85recruits; Class 341 had 90recruits; Class 342 had 47 recruits; and Class 343 started Academy training
on June 22, 2005 with 105 recruits.

This estimate is based on attrition rates for 2002 — 2004. In 2004-05, though, the number ofdepartures reportedly
exceeded historical averages.
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and many within the Department thatitis unlikely the LASD will meet
this goal, given its own difficulties in hiringin the past y ear and state and

nation-wide trends away fromlaw enforcement careers.

Retention

FromJuly 1, 2004 to May 31, 2005, 92 deputies left the LASD for
reasons other than retirement; 80 of these reported they were leaving to
join other law enforcement agencies. Though we were unable to get
specific numbers for prior y ears, the Department reports that this number
far exceeds the number of departures in any other y ear on record.

Outside agencies — police departments in smaller surroundingcities
like Burbank, EI Monte, Ontario, and Redondo Beach, amongothers, along
with sheriff’s departments in Riverside and San Bernardino Counties —are
targeting [Los Angeles County Sheriff’s deputies in their own hiringefforts.
In the mostrecent ALADS Dispatcher, six agencies placed ads appealing to
LLASD deputies, trumpeting their own salary and retirement benefits
packages.” Some agencies offer signingbonuses for LASD personnel who
join their departments, and others credit deputies for the y ears they have
on the LASDin calculatingseniority and retirement benefits. Some
departments offer “headhunter” fees to departed LASD deputies who
convince their former colleagues to join themat their new department.

Targeting LASD deputies makes good fiscal sense for these agencies.
The LASD Academy is recognized as one of the bestin the state, and in
hiringan LASD deputy these agencies get the benefit of that training, plus
the deputy’s experience workingin the County jails. The perception at
least, as we heard from many people, is that the LASD is losingsome of its

best to other agencies; that the most competent or “squared away” deputies

These ads, and other efforts by ALADS to help LASD deputies find jobs elsewhere, including a recentjob fair, vex
Departmentexecutives who see these efforts as damaging the entire Department, including the deputies ALADS
represents.
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are the ones most likely to look andbe hired elsewhere. Because smaller
agencies do not need to hire as many officers or deputies as does the
LLASD, those agencies can afford to be picky, hiringonly those with the
most impeccable credentials. The accuracy of this perception is not
easily tested objectively. T'rue or not, the perception alone is damaging
to the Department’s image and to deputy morale.

As we began our work on this chapter, some deputies who have left or
were planningto leave the LASD told us that the Department made little
effort to convince themto stay. This surprised us. The Department alway s
knows which of its employees are lookingelsewhere, as the recruiting
agency must contact the LASDas it performs its own background investi-
gation on its prospective hire. Ifitis true that the best deputies are
leaving, why was the Department doinglittle or nothingto stop their
departures? Of course, the Department cannot reward deputies threat-
eningto leave with bonuses or promotions. And to be fair, the Department
has little control over the financial factors driving most deputies’
decisions. By the time a deputy has applied to another agency or tells a
supervisor he or she is planningto leave, his or her mind generally is made
up, leavingsupervisors in a difficult position. They can emphasize the
benefits of stay ingwith the [LASD, but do not want to openly criticize
another law enforcement agency. And the reasons most deputies give for
wantingto leave — to work closer to home, secure a better retirement, and
move on to a patrol assignment — are understandable and difficult to argue
against. Butall the expense and effort spenton recruitingand traininga
new deputy certainly justify some directed effort, beyonda deputy’s
sergeant or supervisingofficer, to retain that deputy. Even a phone call
or visit froma commandingofficer, remindingthe deputy why he or she
chose to join the LASD, may prove effective in changing some deputies’

minds. Instead, we found some in the Department rather haughtily
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assumed that deputies who believe they can find greener pastures else-
where should be left alone to discover later on what a grave error it was to
leave the LASD.

This appears to be changingin recent months. There is a greater effort
being made to de-bunk the idea of the greener pasture and convince
deputies to stay with the Department. As the Department’s alarm over the
increase in departures has grown, chiefs and commanders have become
cheerleaders, attending briefings to tell deputies why they shouldstick
with the LASD and pleadingwith supervisors to spend time educating
deputies on the retirement plan and other benefits of sticking with the
Department. The Department is usingdeputies to spread this message as
well. One deputy who left the Department in the past y ear for a smaller
local agency returned to the LASD after six months. He had a personality
conflict with a commanding officer at the new agency andlearned he would
not pass his probationary period. Since his return to the LASD, he has
provided briefings at custody units describinghis experience and the
benefits of a large department, where asingle personality conflict may be
cause for transfer, but not discharge. Personnel Administration is consid-
eringway s to disseminate this and similar messages more broadly.

We applaud the Department’s efforts to influence deputies’ decisions
to stay with the LASD and we encourage the Department to re-think way s
in which it may implement a more formal retention campaign. The LASD
spends at least $40,000 to train a deputy, including the trainee’s salary and
the cost of the Academy ’s staff and trainingfacilities.”” This is an invest-
ment in people who should not be able to leave the LASD without the

Department’s makinga concerted effort to retain them.

10 When you add the costofrecruiting and investigating a recruit's background, the figure rises to as much as $60,000
or $70,000. Some estimates ofthis total costare as high as $100,000.
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C. Low Morale

In the course of preparingthis chapter andin our ongoing work with the
Department, we spoke with approximately 40 to 50 deputies workingin
both custody and patrol assignments about the Department’s retention diffi-
culties. The reports we got duringthese discussions were straight-forward,
uninhibited, and remarkably consistent. Deputies are unhappy and the
lure of other police agencies is strong,

Many of the deputies’ gripes with the Department are ty pical employ -
ment-related complaints: they are unhappy with their salaries andretire-
ment benefits; they cannot afford to buy homes in L.os Angeles County and
the commutes from Riverside or San Bernardino Counties are too longand
expensive; they could find more convenient and more appealing work
schedules in another agency; they would like to complete their custody
assignments and get out to patrol; they would have access to better facilities
and better equipment ifthey worked elsewhere; they feel underappreci-
ated. Of course, inany given job,one can alway s find disgruntled individuals
unhappy with their workingconditions and benefits. What struck us about
the deputies with whom we spoke, particularly those in custody, was the
consistency and apparent depth of their bitterness. One youngdeputy said
he grew up watching Sheriff’s deputies work in his community and “never
considered wearing [LAP D] blue,” yetsays he is questioning that decision
and is lookinginto joininganother agency. This attitude was not uncommon
among the deputies with whom we spoke.

T'he County recently concluded drawn-out contract negotiations with
the deputies’ union, and many in the Department’s command staff believe
that the new contract and movement created by ongoinghiringefforts will
turn the tide on deputies’ low morale. We hope they are right. But morale,
like physical fitness, is more easily eroded than restored, and we fear the
effects of the hiringfreeze and bitter negotiations will be felt for longer

than some executives appreciate.
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D. Stagnation in Custody Assignments

While the Department has relatively little control over many of the
deputies’ complaints, the [LASD can and should work to reduce the five to
seven y ear average that deputies spend workingthe jails before they ever
get the opportunity to go out in a patrol car. Itis generally accepted that
the current custody tenure is too long, and the Department recognizes the
need to decrease it. The ALADS Dispatcher recruitment ads purchased by
other law enforcement agencies certainly key in on this problem. T'wo
that we saw recently lead with the headings: “Get Out of Jail” and “Ready
to Hit the Streets?”

Historically, the length of time a deputy must work in a custody
assignment grows duringhiringfreezes and then shrinks as the Department
begins hiringagain, bringingnew deputies out of the Academy to staff the
jails and releasing more senior deputies to patrol assignments. T hus, with
the resumption of hiring, the Department expects that custody assignments
for deputies will decrease to a pre-hiringfreeze two to four years. The
Department could not produce any calculations supportingthis predic-
tion of a two to four y ear custody tenure. Atleast two factors not present
duringother post-hiringfreeze periods seemto belie their probability:
(1) the number of deputies leaving from custody assignments for other
police agencies (64 in the first five months of calendar y ear 2004 alone);
and (2) the Sheriff’s promise to re-open jail beds at the Century Regional
Detention Facility and other facilities, which obviously will require addi-
tional custody staff. Still, Custody Operations sent 230 deputies out to
patrol lasty ear, not all of whomwere replaced with new hires or transfers.
Many of those positions have been filled with overtime shifts, a move that
demonstrates the Department’s eagerness (or perhaps desperation) to show

some movement and stem the tide of departures and low morale.
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Even if the Department gets the custody tenure down to the desired
range, without sy stemic change, the Department is certain to go through
this cycle again during the next hiringfreeze. Shorteningdeputies’
custody time should be a priority for the LASD. Any longer than two
years in custody is not good for the deputies, the Department, the
inmates, or the public. The longer adeputy eager to go to patrol is forced
to stay in a custody assignment, the more likely he or she is to become
bitter, jaded, and complacent. And because deputies’ Academy trainingis
geared largely toward patrol duties, many of the skills they acquire in the
Academy lie dormant for y ears while they work the jails, only to be
imperfectly refreshed during two weeks of patrol school when they are
transferred out of custody .

There is no question that lack of movement out of the Custody Division
plays asignificantrole in deputies’ low morale and the Department’s
attrition rates. Deputies complain about havingto spend so much time
workingthe jails. Yet custody commanders report they receive a signifi-
cant number of requests for extensions of custody time from deputies
scheduled to go to a patrol assignment. Some deputies want to stay in
custody assignments for a number of different reasons, including school
schedules, child care issues, and injuries. One major reason, however,
seems to be waningenthusiasm for patrol. Deputies workingthe jails get
accustomed to the regular work schedules and the routine nature of that
assignment. After five years, some simply lose the desire to work a patrol
assignment. T'hey may have found they are well-suited to corrections
work and like the challenges presented in the jails. Or they become
fearful of the risks patrol deputies must take on a daily basis. For some,
the desire to stay in familiar surroundings is simple inertia.

For those people who want to stay in custody, the Department has
temporarily relaxedits rule requiringall deputies to leave custody for a

patrol assignment, known as the “214 rule” for the number of the class for



which it was first implemented. A significant number of deputies have

taken advantage of this,"

electing to remain in custody, and thereby
allowingsomeone more junior to go to patrol more quickly than he or

she would have otherwise. Over the years, there has been talk in the
Department about doingaway with the 214 rule altogether. T'wo principal
arguments in favor of the rule emerge from Department executives in
these discussions. First, the Department wants to have available alarge
pool of patrol-trained officers ready to assume duties in a crisis situation.
Allowingsome group of deputies to only work custody assignments under-
mines this goal.

Second, many in the Department believe that eliminatingthe 214 rule
will resultin many women avoiding patrol duties by stayingin the jail.
The widely -expressed view on this is that women who come onto the force
atage 20 or 21 prepared to be cops out on the streets have, by age 26 or 27,
“changed their priorities.” Thatis, they have gotten married, perhaps had
children, and grown accustomed to the regular schedule and predictable
hours of a custody deputy. Allowingthese women to stay in custody
assignments and never go to patrol, the argument goes, will mean there are
not enough women on the force eligible to be promoted and the Department
will be unable to comply with its obligations under the court order
stemming from the Bouman litigation."

This argument and its implied assumption — that the excellent female
chief, commanders, captains, lieutenants and sergeants in the LASD may
not be where they are had they not been forced to go out to patrol—is
misguided. One needlook no further than the LAPD for an example of a

large department with no substantial custody division that does a better

Since February 2005, the Custody Operations Division has granted approximately 35-40 extensions, a substantial
number, given the Departmenttransferred just 123deputies fromcustody to patrol during thattime.

Currently, only deputies with patrol experience are eligible to be promoted to sergeant, and the Bouman order
requires the LASD to promote certain percentages ofwomen.
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job of attractingand retaining women than the LASD. Women, like men,
differ fromindividual to individual. There are women ##4 men on the
LLASD who prefer regular schedules and the security of a custody assign-
ment over a career on the streets. Under the current sy stem, those indi-
viduals complete their custody assignments, do their time on patrol, and
then seek out similarly safe, predictable positions. They have no real
desire to be in positions of leadership in the Department and will complete
their careers as deputies serving important, non-patrol functions in the
Department. Likewise, there are women @74 men who are driven to seek
positions of leadership and power and will do what it takes to accomplish
that, leaving behind a comfortable custody schedule for different experi-
ences and opportunities.

In any event, this pro-214 rule argument is based on a custody tenure
of five to seven y ears, enough time for “priorities to change.” 1fabolishing
the 214 rule resulted in the Department consistently keeping deputies’
mandatory custody time to two years or less, itis less likely that women
or men would grow so comfortable with their regular custody assignments
so as to never want to leave. We recommend the Department continue
its relaxed approach to the 214 rule while it continues to examine way s to
reduce deputies’ custody tenures, includingthe feasibility of eliminating
the 214 rule altogether.”

In addition to addressingthe 214 rule, the Departmentis lookingat
other way s to reduce custody time and elevate deputies’ morale. Of
course, hiringnew deputies is the best way to do both. In addition, the
Department is working to hasten the return of patrol deputies who want to

go back to custody assignments. Because deputies must spend their first

There are other good reasons for eliminating the 214 rule, beyond the goal ofalleviating stagnation in custody
assignments. Many in the Departmentmake the assumption thatdeputies who like working the jails lack ambition or
motivation, butsome individuals may find they are well-suited to working in a custody facility. Ifgiven the chance to
treatcustody asa career choice rather than a reststop on the way toward a patrolassignment, those deputies may
effectively raise the level ofprofessionalismin the jails.
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six months on patrol paired with afield trainingofficer, this slows down
the exchange of deputies between custody and patrol, as patrol stations are
not alway s eager to lose a veteran deputy in exchange for atrainee. In fact,
there are not large numbers of deputies waitingto return to custody, but
deputies in custody “hear” that there are patrol deputies waiting to work
the jails, and the perception is that the Department is not doingall it can

to alleviate stagnation by movingdeputies from the jail to patrol. True or
not, the perception affects morale. Custody has responded, and has had
some success working with patrol regions to speed up the exchange of
deputies.

As a further measure, the Department is offeringeducational incentives
through Custody Operations and LASD University to encourage deputies
to work the jails while they take college classes. And some in the Depart-
ment have proposed offering financial incentives to deputies who want to
return to custody assignments but who may not do so because of the stigma
attached to that decision. We have not studied these ideas enough to know
whether they could work, butare encouraged by the Department’s efforts
at innovative thinking.

Custody Operations is also working to re-institute its ride-along
programas a way to boost deputies’ morale. In pastyears, deputies
workingthe jails were permitted, on their own time, to ride alongin patrol
cars to get a taste of patrol and break up the monotony of their custody
assignments. They wouldride in uniformand, though they were not
officially on duty, they could get involved in situations as the need arose.
T'hen the Department learned that allowing deputies to go out in uniform,
in an official capacity, while not paying them for their efforts, violated the
Fair Labor Standards Act. As aresult, the LASD changed the rules so that
deputies assigned to custody couldonly go on ride-alongs in civilian

clothes and could not act as police officers. This infuriated deputies and
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the ride-along program essentially stopped as deputies showed their
dissatisfaction with the new rules by ceasingtheir participation. The
Department currently is workingto bring the ride-along program back.
The Training Bureau and Special Enforcement Bureau are makingsimilar
morale-buildingefforts for deputies in the jails. Both units offer weapons
and tactics training to custody deputies in an effort to keep them engaged
and excited about their patrol opportunities.

While the Department works on these issues, it should also begin
thinkingcreatively about alternate way s to staff the County’s seven jail
facilities. Currently, the jails are staffed by approximately 1,100 deputies
and 700 civilian custody assistants. Custody assistants receive eight
weeks of training (compared to 18 weeks for adeputy ), do not have peace
officer status, are not weapons trained, and are called upon to performa
limited number of tasks in the jails. Specifically, custody assistants do not
have the same report-writingresponsibilities as deputies and generally
work locations where there is less direct inmate contact or risk of engaging
in afight with an inmate. They assist deputies in jail operations by
performinginmate counts, monitoringinmate movement, distributing
meals, and countless other useful tasks. Custody assistants make consider-
ably less money than do deputies and have no opportunity for promotion.

Ideally, the Department would like to increase the number of custody
assistants and reduce the numbers of deputies needed to operate the jails.
Unfortunately, the LASD has even more difficulties hiringcustody assis-
tants than hiringdeputies, so the Departmentis not likely to end stagna-
tion in custody assignments by staffing the jails with a higher proportion
of civilian employ ees.

T'he Department should instead consider the feasibility of havingtwo
separate tracks for deputies: one for custody operations and another for

patrol. A systemwith two classifications of deputies would have a number



of benefits. Deputies who want to work in custody would be able to make
acareer of that decision, and deputies who want to work on the streets
could do so after spendinglittle or no time in the jails, dependingon
inmate population and staffinglevels. Deputies’ training would be
targeted to their assignment, meaning that custody deputies wouldreceive
more trainingspecific to custody operations than any deputy currently
receives. As custody deputies rise in seniority and rank, they would
develop expertise in corrections issues that few in the Department
currently have. Andthe Department would get the most out of its
deputies, as it is commonly understood that a good employ ee in the jail 1s
not alway s successful on the street, and vice versa.

T'he San Diego Sheriff’s Department (SDSD) offers a useful model for
a dual-classification sy stem. In the early 1990s, that department created
aseparate career track for what they call “detentions deputies.” While
it took over a decade to phase in, at the beginning of this y ear, its seven
jail facilities were staffed almost entirely with detentions deputies."
Detentions deputies attend a separate academy, are weapons trained, and
attain POST Peace Officer status. T'raditional, or “law enforcement,”
deputies receive slightly higher salaries and attend lengthier academy
training, T'he executive with whom we spoke hopes that these differences
will be eliminated, as she noted the distinction and the stigma it creates
is the biggest disadvantage to the dual-classification sy stem. Detentions
deputies have promoted to sergeants, lieutenants, and captain, supervising
and overseeingdetentions facilities, and the department plans to promote
further, to commander and chief. T'o combat stagnation, detentions
deputies rotate among the county’s jail facilities and can work in the court
sy stemas well as the training bureau, internal affairs, and recruitment and

background investigations.

14 The SDSD has some lawenforcementdeputies on lightduty assignments working in its jails.
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Overall, San Diego is pleased with its dual classification sy stem.
Executives report that the jails are more stable; that detentions deputies
are skilled professionals who take pride in the job they do and are
committed to their careers. T'hey believe that their detentions deputies
have learned to be excellent problem-solvers and that their custody staff
now seems less lackadaisical than when custody assignments were mandatory
pre-patrol jobs. In fact, we were surprised to learn that more of the individ-
uals applyingfor detentions positions had at least some college education,
whereas those seekinglaw enforcement positions generally had high
school diplomas or GEDs. Further, the SDSDreports that women seek
law enforcement positions at the same rate they seek detentions jobs,
combatingthe assumption made by many [LASD officials that women are
less likely to want patrol assignments.

While we have not studied this issue enough to recommend that the
San Diego model be adopted by the LASD, we do think it is time for the
Sheriff to look at other way s to staff the jails, and a dual classification

sy stemseems to us a promisingalternative.

III. The Hiring Process

When hiringwas curtailed, Personnel Administration released its back-
grounds and recruitment staff to other divisions, leavingjust 13 sworn
members in the unit. Re-staffingto the currentlevel of 56 sworn took some
time. The Department formed a task force made up of former backgrounds
and recruitment deputies to hire and train new staff. T'he task force worked
for five months to bringthe unit toits current levels. After working
through some growing pains, the Department’s recruitingand hiringefforts
have justrecently become fully engaged.

T'he hiringprocess begins when an applicant fills out an application,

takes the Department’s written test, and completes a pre-screening

33



questionnaire. The written exam mainly tests reading comprehension,
and the pre-screener serves to provide some basic background information.
[fthe applicant passes the written exam, he or she then goes through a
brieforal interview, again covering basic background information. The
interview consists of a set of pre-determined questions testingthe
applicant’s basic knowledge of the Department’s structure and the role

of law enforcement. Few applicants fail this initial interview.

After these preliminaries, the background investigation starts with an
approximately two hour interview with the applicant, duringwhich the
investigator explains the hiring process, discusses the Department’s
standards and expectations, and begins to gather more detailed information
about the applicant’s history. After the interview, the investigator goes
to work gatheringfacts about the applicant pursuant to the Department’s
closely -guarded guidelines for hiring, The three to four page document
discusses the Department’s standards for prior employ ment, education,
druguse, financial stability, criminal history, falsification, or other
troublingconduct. Itis the background investigator’s job to unearth things
in an applicant’s past that call into question his or her ability to serve
successfully as a deputy sheriff. T'o that end, the investigator reviews the
applicant’s employ ment history, interviews past employ ers, talks to the
applicant’s neighbors, and reviews the applicant’s credit history and record
of druguse or criminal conduct, ifany. The investigator looks for signs of
an applicant’s ability to manage his or her own affairs, work well with
others, control anger, and respect members of the opposite sex and different
ethnic backgrounds. The background investigator’s final memo lay s out
the facts and highlights concerns about a given applicant, but makes no
recommendation about hiring. Sergeants in the Pre-employ ment Unit
review the investigators’ memos and on rare occasions may eliminate an
applicant at that point. Ultimately, more senior personnel staff make the

decision about whether to hire a given candidate.
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T'he length of time needed to complete a background check depends in
large part on the applicant’s age, how many jobs and homes he or she has
had, and where he or she has lived and worked. Because investigators
conductin-person interviews of all employ ers and neighbors the applicant
has hadin the previous ten years, the investigation of an applicant who has
frequently moved or changed jobs, or who has lived outside the Los
Angeles area, obviously will require additional time. A ty pical back-
ground investigation, though, takes about four to five months to complete.
Each of the Department’s 28 background investigators carries a load of
about 30 applicants at any one time, and an investigator spends an average
of 15 to 16 hours on each investigation.

Followingthe backgroundinvestigation, an applicant must take a
poly graph test, undergo psy chological screening, and pass a medical exam.
Movingapplicants through this process quickly takes substantial coordi-
nation, and the newly -reconstituted Pre-employ ment Unit has had its
share of growingpains as it works to streamline the system. In the end, the
Department has erred on the side of thoroughness, acceptingsome delay s
rather than takingshortcuts through the hiringprocess on its way to filling
Academy classes.

A delay in completingthe hiring process can cost the Department a
valuable recruit, however, as many recruits apply to multiple law enforce-
ment agencies and report that they will go to the first one that hires them.
When there is a particularly strongapplicant and the backgroundinvesti-
gator learns he or she is applyingto other agencies, the investigator knows
that the LASDlikely will lose that candidate because the other agency
will almost certainly complete its background investigation and make an
employ ment offer more quickly. Andyet there is apparently little the
investigator can do to speed that candidate through the process. Though

the Pre-employ ment Unitrecently received authorization for additional
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background investigators to help expedite the hiringprocess andincrease
the volume of applicants that can be investigated at a given time, this alone
will not eliminate costly delays. We recommend a triage sy stem for moving
applicants through backgrounds at a rate correspondingto their likelihood
of eventually beinghired. Procedures could be implemented to move
highly -qualified candidates through the sy stem quickly without compro-
mising the rigor of the process or prematurely disqualify ingworthy appli-
cants. We heardrecently that the Department currently is researching
the feasibility of such a triage sy stemand we support these efforts.

One obvious place to begin is with the Department’s height/weight
chart, which lists weight ranges by height that every applicant must fall
within before beinghired. An applicant can only by pass the height/
weight requirement with a body fat test showinghis or her percentage
of body fat falls within a given range. Applicants are told of the weight
requirement at the very beginningof the hiringprocess, but no applicant
is dropped because of his or her weight until the background checks have
been completed and he or she is given a medical exam. T'he rationale for
proceeding with a background investigation on an applicant who is clearly
too heavy is that the applicant may use the four to five months it takes to
complete the investigation to diet and work out. When applicants pass the
initial hiringhurdles and enter into backgrounds, they receive written
information on the Department’s physical fitness and height/weight
requirements and are invited to the Academy ’s bi-weekly trainingsessions.

Still, at any one time, somewhere between 25 and 50 percent of indi-
viduals in backgrounds do not meet the Department’s height/weight
standard, and many of those are 15 pounds or more out of range.
Frequently, individuals who complete the background process ask to have
their applications put on hold because they know they are overweight and

will not pass the medical exam. There are hundreds of such applications
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in filingcabinets in the Pre-employ ment Unit. The resultis that back-
ground investigators spend time on applicants who likely will never meet
the Department’s requirements at the expense of slowingdown the hiring
process for individuals who are qualified and eager to become deputies.
The Pre-employ ment Unit should develop guidelines that allow investi-
gators to identify the applicants most likely to be successful deputies
and then prioritize their investigations and subsequent psy chological,

medical, and poly graph screeningaccordingly.

IV. LASD Standards

With all these factors at work —newly reconstituted recruitment
and pre-employ ment units, the push to build numbers after a hiring
curtailment, stiff competition from other local police agencies offering
what some see as higher pay and superior retirement benefits — we were
concerned that the Department would be tempted to lower its hiring
standards to buildits ranks.” While our fears were unfounded to the
extent that the Department has not explicitly relaxedits guidelines for
movingindividuals through the background process, the Department is
not attracting the same number of high quality applicants it has drawn
historically.

T'he backgroundinvestigation process remains rigorous, and the
backgroundinvestigators we interviewed take substantial personal pride
and responsibility for their role in the Department’s ongoing growth.
Those investigators nonetheless expressed frustration that the “quality
of applicants is goingdown” and that the current applicant pool is “not the

greatest.” T'here are few objective measures for these statements, but it

15 We note in passing thatthe LAPD recently announced somewhatrelaxed standards for applicants with prior drug use
orbad credit. We are notyetprepared to advocate similar relaxation of standards in the LASD, though we urge
a thoughtfulreviewofcurrentstandards in the areas ofdrug use and credithistory.
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is a view common among those with whom we spoke.' When pressed for
details supportingthe perception, the investigators reported that more
applicants view law enforcement as a job rather than a career or acalling,
thata higher number of applicants see the Sheriff’s Department as a way out
of alow-payingjob, and that fewer are coming to the LASD with experience
in the Explorers program or after taking some college-level criminal justice
courses. Investigators also reported seeing more applicants comingto the
LLASDafter beingrejected by other police agencies. Those investigators
are troubled by this trend, rememberingthat in past years, the LASD would
refer those applicants not accepted into the Academy to other local agencies
that were hiring. Now, too frequently they hear applicants say, “X police
department didn’t hire me, but told me to try the Sheriff’s Department.”

Universally, the background investigators we spoke with said that today’s
applicants show far less initiative than in the past, failing to show up for
interviews and often requiringrepeated reminders to produce documents
and contact information necessary to complete their background checks.
In the past, applicants who skippedinterviews and did not promptly respond
torequests for documentation would have been dropped from the hiring
process. In today’s difficultrecruitingenvironment, however, background
investigators have to be more accommodatingand do whatever 1t takes to
keep qualified individuals moving toward an employ ment offer. This lack
of initiative does not appear to be unique to LASDrecruits, however, and
may be more a product of generational shift than applicant quality, as hiring
staff fromother law enforcement agencies report similar difficulties.

The clear message from executives is that the Department’s standards

have not changed and they are satisfied with the quality of its recruits.

Some ofthe newer investigators with whomwe spoke acknowledged thatolder generations may tend to viewyounger
generations as inferior (the “kids today...” attitude) and this may play some role in currentperceptions. However, a
number of people we talked to were partofthe Department’'s pre-employmentunitin the 1990's, before the mostrecent
hiring freeze,and so are comparing today’s recruits notto themselves, butto prior applicantpools.
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We spent enough time watchingand listening, however, to question the
party line. With fewer outstandingrecruits applying, the Department is
diggingdeeper into the applicant pool to try to fill its Academy classes.
While staunchly denyingthat the Department has in any way lowered its
standards, pre-employ ment staff report they feel pressure to “go the extra
mile” to resurrect candidates they believe, in the past, would not have
been hired. Itis not that the LASDis hiring people who are unqualified -
an individual who lies to background investigators, has a serious criminal
record, or got fired from his last job because he never showed up to work
on time will be disqualified now, as in the past. Indeed, the fact the
Department has not met all its hiring goals since it began hiringagain last
y ear 1s a good sign that the Department has not pressuredits Personnel
Administration to fill Academy classes at all costs.

What is different is how the Department treats those individuals who
do not have serious problems in backgrounds but who show no great
promise, either. In prior hiringperiods, the Department had the ability to
choose the best fromamong the pool of candidates survivingbackgrounds:
those with demonstrated leadership skills, a commitment to law enforce-
ment, or some amount of post-high school education. Others, though tech-
nically qualified, would not receive employ ment offers. The same is not

true today. In short, the LASD has lost the freedom to be choosy.

Conclusion

Because of the tight hiring market and competition from other law
enforcement agencies, the Department is strugglingto rebuild its numbers
followingthe mostrecent hiring curtailment. While the Department has
done well to not shortcut the hiringand backgroundinvestigation process,
we are concerned that the effects of the hiringfreeze, prolonged contract

negotiations resultingin a contract with which many deputies are dissatis-
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fied, extended time in custody assignments, and a generational shift away
fromcareers in law enforcement have weakened overall the pool of appli-
cants beingdrawn to the LASD. To hire the significant numbers of new
deputies needed to keep up with attrition and break the stagnation in

the jails while maintaining the Department’s high standards and not losing
sight of its diversification goals will require ongoingdiligence by Personnel
Captain Bruce Pollack and his staff. We believe they are up to the task,
butrecognize that anumber of the forces drivingup attrition rates and
hinderingrecruitment efforts are outside the Department’s control. We
urge the County and the Department to continue to pay close attention

to these issues.
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Internal Criminal Investigations 2

Introduction

One has to look no further than the LAPD’s Rampart scandal to know
that criminal acts by police officers can and do occur. The consequences
can be staggering, T’he Rampart scandal cost the city of Los Angeles more
than $70 million, shattered trust and confidence in the LAPD in many
quarters, and led directly toa consent decree puttingthe LAPDunder the
oversight of a federal judge and monitor. Takingaffirmative steps to detect
and prove criminal misconduct within its own ranks is a vital function of
any law enforcement agency.

In this chapter, we examine how well the LASDis performingthat
function. The Department’s Internal Criminal Investigations Bureau
(ICIB)is charged with investigating allegations of criminal misconduct
committed by LASD sworn and civilian employ ees. The quality of the
small number of investigations conducted by ICIB is generally good, and
we reviewed many investigation files in which ICIB investigators did
exemplary work in interviewing witnesses and gatheringevidence to
present solid cases to prosecutors or to correctly determine no probable
cause exists to believe acrime occurred. Nonetheless, we conclude that
the Department’s proactive measures to uncover criminal misconductare
insufficient. Generally, the Department focuses its attention and
resources on administrative investigations. There appears to be a depart-
mental preference for getting bad apples to resign in lieu of seeking prose-
cution. One reason for this is the seeming futility of criminal investiga-

tions: the District Attorney declines to prosecute all but a handful of



cases the LASD submits to it. While the LASD’s underutilization of
criminal investigations may be both logical and pragmatic, it ultimately
may disserve both the LASD and the public interest.

Our research for this chapter included numerous interviews with
ICIB officials and other members of the Department, a painstakingreview
of statistics on ICIB’s caseload, and scrutiny of the investigation files in
roughly one-fourth of the cases closed by ICIB in the past several y ears.
Our research also involved a thorough examination of how the L.os Angeles
Police Department (LAP D) detects and investigates criminal misconduct
by its employees. Because of the close similarity between the two largest
law enforcement agencies in LLos Angeles County, comparisons between
the two can be revealing. The LASD does not agree such comparisons
are apt, contending that the LAPD has only recently begun a process of
internal reform, accountability, and transparency that the LASD began
13 years ago in the wake of the Kolts Report. T'’he LASD points out that
unlike the LAPD, its problems were never so grave as to require a consent
decree and the oversight of a federal judge.

We want to make clear that our comparison of the LASD with the LAPD
is not to suggest that one of these fine law enforcement agencies, both with
excellent leadership, is better than the other. We know we tread somewhat
on sensitive ground when making comparisons between the two depart-
ments. Itisalittle like suggestingto USC thatit couldlearn some football
tips from UCLA. Butour goal in this chapter is to help the LASD avoid
findingitself in the situation that the [LAP D had to face in Rampart.

T'he LASD believes that there are significantly fewer internal investi-
gations of criminal misconduct than in the LAPD because LASD deputies
engage in less criminal behavior. That may be so, butitis a matter that
cannot feasibly be provedor disproved. Nonetheless, we agree with the

Sheriff’s Department that it has and continues to make significant progress
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on risk management generally. Its current ability to manage the risk of
police misconductis a far cry fromthe LASD as we founditin 1992.
Indeed, its capacity to do so makes it a national model and leader among law
enforcement agencies. Our intention is to lessen the risk that it might fall

from that lofty height.

[.The Role of ICIB

T'he LASD’s I nternal Criminal I nvestigations Bureau has the exclusive
authority toinvestigate all allegations of criminal misconduct committed
in LASDjurisdiction by sworn personnel while on duty. Itinvariably
exercises such authority when felonies are alleged but permits some
misdemeanor allegations to be investigated at the unitlevel. ICIB also
investigates allegations made against non-sworn LASD personnel.! 1CIB
will turn investigations that require special expertise, such as arson and
homicide, over to the appropriate specialized unit. ICIB also regularly
investigates allegations of criminal misconduct by members of other local
police agencies whose departments are too small to warrant maintaininga

specialized criminal investigations unit.

A.ICIB Data Collection
Beyondinformation on active cases, we found it difficult to gather
statistical dataon ICIB operations. While the Bureau keeps a database to
track its active cases, itis not adept at using the database to derive data,
produce statistics, or monitor trends in closed cases. We made what we

thought would be routine requests for information, including the total

1 Foroff-duty conductby sworn personnel, ICIB will investigate all felony allegations butmay electto have the reporting
unitinvestigate misdemeanor allegations. For non-sworn personnel, ICIB may investigate allegations ofcriminal
misconduct committed while on duty but, again, may choose to letthe reporting unithandle the investigation. Off-duty
criminal conductby non-swaorn personnelgenerally is investigated by the unitthathas jurisdiction over the incident,
unless there is a conflictofinterest, in which case ICIB will conductthe investigation.
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number of closed cases in the prior three y ears, how those cases broke
down by allegation, how many cases were presented to the District
Attorney for possible filing, and how many of those actually were filed.

In addition, we wanted to know the length of the average I CI B investigation
and how longthe DA ty pically holds a case before makinga filing determi-
nation. Though ICIB commanders and staff were helpful and worked hard
to accommodate us, none of this information was readily available. In the
end, we hand-counted cases and tallied outcomes to obtain the data we
needed. Although ICIB’s Operations Lieutenant, Rod Kusch, reviewed
and corrected or confirmed the accuracy of our numbers, the method of
gatheringthem was less than ideal and left us with a number of ultimately
irreconcilable discrepancies.

Although the I CI B database apparently contains all of the information
we were looking for, it was created by an investigator who since has moved
on to a different unit, leavingno one on the I CI B staff who knows how to
use the database well enough to generate useful data. We have recom-
mended to [ CI B that, at a minimum, it sends one of its staff to appropriate
training to enable their managers to make better use of the database.
Ideally, ICIB should make use of Department-wide dataresources to track
its investigations.

We do not mean to imply that ICIB leadership does not know what goes
on in the Bureau. On the contrary, Captain Mike Mc¢Dermott and
Lieutenant Kusch can speak in depth about all pendingcases and retain
impressive levels of detail about many prior cases. T he Commander
responsible for ICIB, Eric Smith, receives weekly updates on all active
cases and reviews a closure memo on each closed investigation.
Nonetheless, [CIB is not taking advantage of the resources available to it

to better manage the Bureau.
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ICIB’'s Caseload

ICIB investigates a wide variety of criminal allegations, from drunk
drivingand assaults duringbar fights to rape, perjury and sale of narcotics.
Although ICIB cases include allegations against civilian employ ees,
custody assistants and, sometimes, higher-rankingofficers, most ICIB
investigations involve allegations of misconduct by deputies. As of June
30, 2005, ICI B had 29 active cases, 26 of which involved LASD employ ees.
The LASDsuspects included 21 deputies, one sergeant, one lieutenant,
three custody assistants, and three civilian employ ees. The other three
investigations were beingconducted at the request of local police
agencies. Of the 29 active cases, 24 were felony investigations, and eight
were matters that had been referred to the District Attorney’s office,
where they are pendinga DA decision or are in trial or pre-trial, leaving
only 18 active ongoinginvestigations by ICIB of LASD personnel. ICIB
currently has seven investigators and four investigator vacancies, so that
each ICIB investigator carries a caseload, on average, of four active matters.

Between January 1, 2002 and June 30, 2005, ICIB closed approxi-
mately 307 investigations. [CIB currently has two categories of investiga-
tions: “Inquiries,” for which ICIB assigns an investigator but then deter-
mines after some initial investigation that there is no reasonable suspicion
of criminal wrongdoingand therefore closes them without assigninga case
number; and “Cases,” for which I CIB determines there is sufficient
suspicion to warrant a more formal investigation. Beginningat least in 2004,
ICIB informally began to track inquiries. ICIB additionally receives calls
from unit commanders seekingadvice about whether to request a criminal
investigation. Those calls are not tracked unless they become an
“inquiry” or a “case.” ICIB recently eliminated this dual classification
sy stemand now assigns all investigations case numbers and subjects them

to more formal documentation. Because this change will make tracking
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ICIB investigations simpler and will eliminate much confusion, we
supportit.

Based on the bestinformation we could gather, [CIB closed 244 cases
and 63 inquiries between 2002 and the first half of 2005. A closed case is
one in which ICIB has completedits investigation and either decided not
to submit the matter to the DA or, after submittingthe case, the DA rejected
it for prosecution or filed charges which have been fully adjudicatedin the
criminal court. Those that are either awaitinga filing decision by the DA
or are in pre-trial proceedings or trial are carried on [CIB’s list of active
cases. Aclosedinquiry, by definition, is never submitted to the DA andis
closed with little formal investigation. We try throughout this chapter to
refer to ICIB’s “cases” and “inquiries,” together, as “investigations” and
to otherwise refer to “cases” as those matters that [CIB delineates as cases
through the assignment of a case number.

From 2002 through 2004, ICI B investigations were spread fairly evenly
across categories of allegations; and too few cases have been closed in 2005
to make any meaningful comparison. See'T'able 2.1. The highest percen-
tage of cases is in the “Miscellaneous” category, encompassing a wide
range of allegations — stalking, improperly disseminatinginformation on an
individual’s criminal history, gambling, and improper possession of assault
weapons.

We reviewed the criminal investigation files in a sample of roughly 25
percent of the 244 cases fromthe past three and a half y ears, representing
all categories of investigations and with a variety of outcomes. For each of
the 244 closed cases, we reviewed a summary pulled fromthe I CIB database
containinginformation about the allegations and the dispositions of all
these cases. Based on that information, we calculated that the average
length of an ICIB investigation is around 100 days. I CIB has a goal to

complete investigations within 90 day s and i1s easily meeting that goal this
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year. The three investigations into 2005 cases closed in the first half of

this y ear took an average of just 30 days.

C. Declining Number of ICIB Investigations
ICIB’s caseload has dropped substantially since 2002. The Bureau
closed 117 investigations of cases openedin 2002, butin the first half of
this y ear, closed just four investigations into 2005 cases.? See T'able 2.1.

T'he most favorable explanation for this decline is that ICIB has become

more selective in its intake function. The Internal Affairs Bureau has had

no correspondingdrop in activity, so it does not seemthe decline in ICIB

Table 2.1 ICIB Closed Investigations, 2002-2005
2002 2003 2004 2005 Total
as of 1/1/02 to
6/30/05 6/30/05
Total Cases* 117 117 69 4 307
Primary Percent Percent Percent Percent Percent
Allegation of Total of Total of Total of Total of Total
Assault 10.3% 6.8% 11.6% 0.0% 9.1%
Ass